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Abstract
Today's workforce is generationally diverse. It is comprised of Zl%o Matwe
Workers , 52To Baby Boomers,26To Generation

X and

17o Generation

Y (Farren,

Maurer, 1999). This diversity challenges traditional leadership assumptions and
strategies.

This paper explores the core work values among the generations and how Ieaders
can adapt to their diverse needs.

It examines the workplace needs and expectations of

people specifically within the Boomer and 13ft generations. It

will answer the following

question:

How do generations differ in regards to their core work values?
The purpose of this paper is to focus on the values within each of the four generations
enabling leaders to adapt to the diversity and promote a positive work environment.
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IntroductioU

Today's workforce is generationally diverse. It is comprised of 2I7o Mature
Workers , 52Vo Baby Boomers,26Vo Generation

2). This diversity

X and I Vo Generation

Y

(Farren, Maurer

challenges traditional leadership assumptions and strategies.

At no time in history have so many generations worked so closely together. In
prior years, generations were separated from each other through organizational
hierarchies. Senior employees traditionally held managerial positions while the younger
employees served as apprentices.

In today's post-industrial age, generations are working together, shoulder to
shoulder. There nre significant resentments and misu.nderstandings among the
generations. A classic example of this is discussed by Zemke, Raines and Filipczak (iv):
"Charlie, for example, is 61 and desperate for some clear, straightforward
guidance from his 43 year old boss, Mary, who, in turn, is using her trademark
heartfelt, buzzword-laden management style in an attempt to radically alter
Charlie's work processes. Jane, meanwhile, the Z9-year-old technical wizard of
the team, sits sullenly in her cubicle, unirnpressed with either of them, nor they
with her."
As Generation Y enters the work force, this problem will

grow.

L.eaders need to

understand the values and expectations of each generation. Through understanding and

accorlmodation, Ieaders can create a positive work environment for the organization and
the individuals.

This paper explores the core work values among the generations and how leaders
can adapt to their diverse needs.

It examines the workplace needs and expectations of

people from each generation. It is intended to answer the following question:

o

How do generations differ in their core work values?

1

Within the next decade, there will be four generations in the workforce working
together. The purpose of this paper is to focus on the values within each of these groups,
enabling leaders to adapt to the diversity and promote a positive work environment.

2

Literature Review
The study of generational differences in the workplace is a new frontier that has
not been thoroughly researched. Many of the books or periodical articles are based on

historical analysis and anecdotal evidence rather than empirical studies. The research
itself is evolving with a broad focus on the specific generation referred to as Generation

X. Generation X is currently compared to the older Silent and Baby Boomer generations.
The lack of empirical studies creates a problem itself. Although surveys were
developed, few actual quantitative or qualitative studies have been performed in work

environments. It is difficult to assess the validity of generalizations made about each
generation.

Even definitions of generatiops differ among authors. One author may look at
specific historical events and their impact and relationship to a generation's work values
(Zemke, Raines & FilipczaklT) while another looks at the continuation of cycles of

history and how one cycle affects the other (Thau, Heflin 6). The inconsistency in the
literature perpetuates the continuation of myths and stereotypes.

This review examines how the literature defines generations and how the
generations differ with respect to work values.

that need to be clarified

if

It

also identifies some of the differences

managers are to effectively adapt to people of different

generations.
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J

Generation?l defiEitions
Many authors use different names, guidelines and criteria for defining
generations. The authors listed below use varying years to describe the generations. The
generations may be linked to historical events and/or characteristics. The following is a

matrix of authors, their literature and a broad description of their generational
characteristics:

Author / Year
& Howe

Strauss
I 1997

Title
The Fourth

Turning

7nmke, Raines
& Filipczak I
2000

Generations
at Work'

Hicks & Hicks /

Boomers,

1999

Xers, and
Other
Strangers

Generations By Birth Year
1925-1942 Silent Gen
1943-1960 Boom Gen
1961-1981 13th Gen
1982- 2000 Millennial
1922-1943 Veterans
1943-L960 Baby Boomers
1960-1980 Gen Xers
1980-2000 The Nexters
Prior to 1946 Builders
1947 - 1964 Boomers
1965-1976 Generation X
1977 -1997 Net Generation

Characteristics
Institutional order, mentor youth
Challenged inst. order, self
Unprotected, latchkey

Morality
Hardworking, loyal
Team players, driven
Balance, self-reliance
Civic duty, morality
Builder, material & family values
Focused on themselves
Balance, independent
Positive outlook, morality

Most of the authors, in their discussions of generational differences, attribute the
differences to unique historical circumstances. The importance of this link is assumed to
be important to

all. The assumption is that history plays

a pa.rt

in how the generations

think, work andrelate to each other (Strauss and Howe 14; Strauss and Howe

4). The

strengths of historical events, such as a World War or World Conflict, shape the

perceptions of what is important to each generation (Strauss and Howe 1-3; Zemke,
Raines & Filipczak 16). In The Fourth Turning, Strauss discusses the cycles and eras of

history (Strauss and Howe 3).

4

Strauss and Howe have provided the strongest theoretical rationale

for

generational differences and appear to be the most respected scholars in this area. Their

theory is based on an analysis of five centuries of Anglo-American history and the eras or
turnings that recur every two decades or so (Strauss and Howe 3). Strauss and Howe
describe the turnings as follows (3):
o

First Turning - High
Described as an upbeat era of strengthening institutions and weakening
individualism

I

Second Turning - Awakening
Described as a passionate era of spiritual upheaval;
attack

a

Third Turning - Unraveling
Described as a downcast era of strengthening individualism and
weakening institutions; old civic order decays and new values regime
implan

a

civil order is under

rs

Fourih Turning - Crisis
Descrihed as decisive era of upheaval; values regime replaces old civic
order with a new one.

The turnings can be applied to the current generations. The characteristics
describe above can be seen throughout each of the generations (Strauss and Howe 135137):
I

Silent Generation - Fourth Turning
This generation grew up as children of war and depression. They were too
late to be war heroes and too early to be free spirited. Due to the
economic state, government expanded. They were civil rights advocates
and their way to success was conformity.

a

Boom Generation - First Turning
This generation saw America begin its ascent to being the global
superpower. The social movements stalled while the middle class grew
and prospered. Suburbs, interstates, and regulated communication
increased.

5

a

13th Generation - Second Turning
This generation was raised during the increase of the divorce rate,
latchkeys and open classrooms. Urban and campus riots are increasing.
There was a rise in the feminist, environmental and black power
movements as well as a steep rise in violent crime. Spiritual rebirth
increased after the Watergate scandal.

a

Millennial Generation

- Third Turning
This generation has seen few national problems that needed immediate
action. The public views reflect negatively on growing violence,
incivility, and inequality. Hands-on parenting holds high regard. Virtues
and values are accepted within society. Personal confidence is high.

Strauss and Howe state,
phase of

"A

span of one generation is roughly the length of a

life" (125). By applying the "turnings"

above, you can

and current generations, as described

follow the life cycles within each generation. Strauss and Howe describe

these as archetypes. These archetypes are always in the same order and are described

below with application to the current generations listed in parenthesis:
o

Prophet Generation (Boam Generation)
. Born during Fligh
. Young adulthood during Awakening
. Midlife during Unraveling
. Elderhood during Crisis

e

Nomad Generati on (13'h Generation)
r Born during Awakening
r Young adulthood during Unraveling
. Midlife during Crisis
. Elderhood during High

a

Hero Generation (Millennia.l Gene ration)
r Born during Unraveling
r Young adulthood during Crisis
. Midlife during High
r Elderhood during Awakening

a

Attist Generation

r
.
r
.

t Generation)
Born during Crisis
Young adulthood during High
Midlife during Awakening
Elderhood during Unraveling
(Silen

6

Historical events trigger

a

turning that changes institutions and values. These

changes create differences between one generation and the

next. Each generation

has its

own archetypical characteristics based on how these changes affect the generation's
approach to life.

The generations have been classified and described, by generational scholars, in a
'number of ways. The following chart represents the generational definitions that are

utilized within this paper and reflect the work of Farren and Maurer (2) and Strauss and
Howe (135-137):

Generation
Silent Generation
Boom Ceneration
13

Generation

Millennial Generation

Born
1925 -1942

Vo

of workforce
2LVo

1961 - 1981

52To

1982 - 2000

LTo

t943

L960

26To

The Millennial generation is entering the work force creating a large demographic

shift in the work force. For the first time in history, we have four generations working
along side each other (Thau, Heflin 5). The work force is aging and working longer
producing this affect (Wellner 2).
The experiences affecting each generation have produced real differences that
make it difficult for each generation to understand another. Misunderstandings produce a

corrmon theme of the other generations being less productive workers or one with lesser
work values. These conclusions are based on myths and non-empincal information.

7

Work Values
Work values are described differently among all generations. Work ethic (or
values) is defined differently among the generations. While one generation is described
as

"driven" another may be described

as

balanced. Often, these qualities are mistaken for

other characteristics such as lazy or unmotivated.
Stereotyping of generations is prominent. In one study it states,

"Contrary to popular belief, baby boomers aren't a bunch of status-seeking, sportutility-drivers. By that same token, members of Generation X aren't an incoherent
lot of tattooed slackers, either (BusManagement 1)

Typically, the 13fr Generation has received the negative stereotyping of being selfabsorbed and disloyal (Wah

1). These stereotypes have created problems within the work

force. When unclerstanding the needs of each generation, you can create a work
environment that is intriguing to all generations. "Negative generational perceptions and
stereotypes make

it hard to achieve connections

the shoes of different generations" (HRFocus
success (Farren and Maurer

and goals. We should put ourselves in

l). Diversity within the workplace

breeds

1). [rarning what is important to each generation and

applying that to a team environment and skill set create this success as well.
Zemke, Raines, and Filipczak have attempted to apply what is known about
generational differences to help managers in the workplace. While their generational
categories are slightly different from those of Strauss & Howe, these authors suggest the

following personality differences among generations:

8

Generational Personalities
Generations
Veterans
(1e22-1943)

Baby Boomers
(1e43-1e60)

The Xers
(1e6r -1e80)

Personalities
Like consistency and uniformity
Like things on a grand scale (bigger, better)
Conformers
Believe in logic, not magic
Disciplined
Absorbed by history
Always believe in law and order
Spending style is conservative
Believe in growth and expansion
Think of themselves as stars of the show
Tend to be optimistic
karned about teamwork in school and home
Pursued own personai gratification often at
high price to themselves and others
Searched their soles, repeatedly,
Obsessively, and recreationall y
Always bcen cool
Selt reliant
Seek e sense of family
Want balance
Nontradrtional orientation of time and space

Like informality
Approach to authority is casual

The Nexters
(1e80-2000)

Skeptical
Attracted to the edge
Technologically savvy
Not yet defined

They further explain the assets and liabilities that each contributes to the work
place

9

Generational Assets and Liabilities on the Joh
Generations
Veterans
(Silent)
(r922-1e43)

Baby Boomers
(1943-1960)

Assets On the Job
Stable
Detail oriented
Thorough
Loyal
Hardworking
Service oriented
Driven
Willing to 'ogo extra

mile"
Good at relationship
Want to please
Good team players

The Xers

(1s*)
(196r-1980)

Adaptable
Technoliterate
Independent

tinintimidated by
authority
The Nexter

(Millennial)
(re80-2000)

Creative
Collective action
Optimism
Tenacity
Heroic spirit

Liabilities on the Job
Inept with ambiguity and change
Reluctant to buck the system
Uncomfortable with conflict
Reticent when they disagree
Not naturally "budget minded"
Uncomfortable with conflict
Reluctant to go against peers
May put process ahead of result
Overly sensitive to feedback
Judgmental of those who see things
differently
Self-centered
Impatient
Poor people skills
Inexperienced
Cynical

Need for supervision and structure
Inexperience, particularly wi th
handling difficult people issues

Multitasking
capabilities
Technological savvy

This research tests the validity of these categories through the survey results.
The authors also suggest that the most generationally functional organizations

apply 5 key principles to accommodate diversity. They call these the "ACORN
Imperati ves" (Zelrl.ke, Raines

& Filipc zak 1 56-1 5 9)

:

I

Accommodate employee differences - Learn about the employees, meet
their specific needs and preferences, treat them like a customer

a

Create workplace choices - Allow the workplace to shape itself around
the work being done, the customers and the employees

l0

o

Operate from a sophisticated management style - Management is
polished, more direct, direct but tactful, give direct reports specitic goals
and measurements then let them go - giving feedback and rewards when
appropriate. Leadership is situationally varied and flexible.

a

Respect competence and initiative - Assume the best of their people as if
they have things to offer and are motivated to do so

a

Nourish retention - Be concerned and focused on retaining employees by
offering training, one-on-one coaching and encouraging not only
promotional movement but lateral with broader assignments.

Most of these differences and principles are based on anecdotal evidence and the
consulting experiences of the authors. The purpose of my research is to provide more
empirical data to begin the process of identifying generational differences that matter in
the workplace.

Survev Ouestions
The questions were designed to analyze the workplace, organization, managers,
co-workers, direct reports, their own behavior at work, and their ideal job. Specifically,
the questions examined:
a

Workplace needs - how generations differ in what they need to be
successful in their work, satisfied with their company, and committed to
their company.

a

Organizational expectations - how generations differ in what they expect
from the organization, which was the best organization they worked for
and which was the worst.

a

Manager expectations - how generations differ in what they expect from
their managers, who was the best manager, and who was the most
ineffective manager.

a

Co-worker expectations - how generations differ in what they expect from
their co-workers, who was the best and who was the worst.

Augsburg Coilege Library
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t

Direct report expectations .- how generations differ in what they expect
from direct reports, who is difficult to manage and who is the easiest to
manage.

a

Own behavior expectations - how generations differ in the kind of
employee they strive to be, what are their strengths and what are their
weaknesses.

a

Ideal job - how generations differ in the main features of their perception
of the ideal job for themselves.

t2

Methodology
For the purpose of this study, the independent variables are the four specific
generations. The dependent variables are the specific work values, expectations and
behaviors within each generation.

A case study was performed at "XYZ" company involving interviews in a
question / discussion format. The subjects were chosen randomly from a selection list

provided by the Human Resources Department at "XYZ" company. The selection was
intended to include 8 individuals from each of the four generations.

The interviewees were contacted by phone and email requesting an interview. I
explained I was a Master of Arts in lcadership student at Augsburg College and was

conducting a case study "identifying tehaviors and expectations in the workplace".

I

explained that the "information will hclp leaders to understand and then adapt to the
differences enabling ensployees tc, rvcrk together in rhe workplace". A time was
scheduled to discuss the questions.

I was able to conduct

18

interviews. The breakdown for each generation is

as

follows:
2
8

I
1

- Silent generation
- Boomer generation

-

13th generation

Millennial generation

The same amount of interviewees were contacted in each generation. Alternatives
were selected in the event others declined to participate. The Silent generation declined
except for two of the respondents. They explained that they did not want to be involved

in a study such as this. They indicated they were uncornfortable with being included in a

13

study that would be published. The Millennial generation, due to the binh years, had

limited number of employees within the firm.
The question / discussion session was cassette recorded to obtain direct quotes
and comments. This rnethod was utilized to develop concepts and the understanding

of

their work values, preferred work direction from their leaders and working relationships

with direct reports and co-workers.
The data were collected from each participant and compiled into a matrix. The
data were then compared to the

literature. The reliability of the study relies on the

participants in each generation responding in a similar way.

Confidentiality was maintained by utilizing pseudonyms at the onset of the study.
The names are withheld to protect the participants right to privacy. The company's name
is a pseudonym, as well, to protect its anonymity.

An informed consent form was signed prior to any discussions with the subjects.
Since the subjects were chosen from the work environment, participation was of their

own free will without coercion, stressing that they could withdraw at anytime.

L4

About "XYT, Company"
XYZ Company is an international financial corporation founded in the early
1900's. By 200L,XYZ has over 100 branch locations and4000 employees. The parent
company employs approximately 49,000 employees worldwide.

Through the years, XYZ merged with other firms and continued to grow. The
corrmon goal from all the firms at the onset of this company was "to provide their clients
expertise within the financial industry, combined with exceptional service, and an
unbiased, independent perspective." Today, almost 100 years later, this common goal is
much the same. The culture and values continue to find expression in an increasingly

international marketplace. It operates much as it has since the beginning: with a thorough
knowledge of its markets, an intense focus on the needs of its clients and a passion for
exceptional service.

){YZ corrmunicates with its employees utilizing several methods of
corlmunications. It utilizes conference calls via phone, meeting rooms, and personal
computer programming to listen to corporate quarterly all-employee meetings directed by
the Executive Committee members.

In recent years, printed communication has decreased due to the increased usage
of the internal Internet structure. Policies, vendor hyperlinks, company information, etc.
is obtainable via this structure. Communication between departments and branch
locations that was initially done through interoffice mail or wire machines is now
discussed through the corporate email system.

This firm has begun to realize in the last l0 years that the job market is ever
changing. It has adapted the company policies and procedures to attract various types of

15

employees for various jobs. While it needs the expertise of the aging workforce, it needs

to accommodate the young workforce as well.
The financial industry is usedto movingata rapid pace in adapting to new
government regulations, deregulation, technological advancements, changing workforce
and environment. Not all corporations are able to accommodate these changes in a

manner that is acceptable to all generations within their workforce.
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Data Analysis
The questionnaire (Appendix A) was designed to specifically look at many
aspects within the work environment: workplace, organization, managers, co-workers,

direct reports, behaviors and ideal jobs. Within each of the sub-categories, approximately
2-3 questions were asked of each participant.
The questions were designed to reveal work ethic issues, views of authorities,
preferred leadership and work styles. It allows for a 360-degree analysis among
managers, coworkers, direct reports and

self. The intent of the survey is to clarify

expectations and values.

It is imperative to point out that the intent was to interview 8 individuals from
each generation.

I did not receive the required responses from the Silent nor Millennial

Generations. I interviewed two individuals from the Silent and Millennial Generations.
For the purpose of this study, I cornpare the Boorner and 13ft Generations. I interviewed
eight individuals from the Boomer and 13ft Generations.

For the purpose of this paper, all respoflses were transcribed into a matrix. The
responses were counted and the majority response was included in the following tables.

The numbers in parenthesis indicate the response rate on the basis of

I

responses for each

generation.

Workolace
To understand workplace needs, three questions were asked:

1.

2.
3.

What do you need to be successful in your work?
What do you need in order to be satisfied with the company you work for?
What do you need in order to remain committed to the company?

T7

Common answers to these questions can be summartzed as follows:

Successful

Satisfied

Committed

Boorners
Equipment, (5)
Support from
above (7)
Good work
environment (5)
Commrtment
from company
(6)

Within the workplace, each of the subjects

13th

Equipment (5)

Valued part of
overall vision
(6)
Opportunity for
advancement,
to grow (6)

has their expectations to be successful,

satisfied and remain committed to the cornpany. The responses in this section of the
survey revealed that the Boomer and 13ft Generations both need proper equipment to be
successful in their work. Boorners ernphasize the need for suppoft and commitment from
the company and management, while the 13fr generation focused on feeling valued and

having opportunities for growth.
Boomer Interviewee #5 states that she wants to be respectedfor what I do, get
good pay, lmow that I'm appreciated, andfeet like I'm making a dffirence or

contribution. A portion of this statement can be seen throughout all the interviews in
each of the generations. The focus in each generation, as listed above, points to the

commitment on the part of the organization (company) to the employee's satisfaction and
commitment level.
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Orsanization
To understand organizational needs, three questions were asked:

1.

2.
3.

What, specifically, do you expect from the organization?
Considering all of the organizations you have participated in, which was the
best? Why?
Consideri.rg all of the organizations you have participated in, which was the
worst? Why?

Common answers to these questions can be summarized as follows:

Expect from
0rganization

Best

Organization
Worst
Organization

Boomer
Appreciation,
fairness, valued
(7)
People, more
opportunity (6)
Low pay, unfair
(4)

l3th
Competitive
benefits,
professional
environment (4)
Good
environment (5)
Lack of
communication
(5)

In order for a company to be successful, it needs to meet the expectations of its
employees. Within the survey results, the expectations set forth were support, added
value, competitive benefits, professional environment, and progressionloppor-tunities

within the organization The distinction between the two generations can be seen in the
table above. The Boomer generation directs the majority of their responses to intangible
items while the 13th generation directs their responses to tangible items such as

competitive pay. Boomer interviewee #8 stated, I not only need the opportunity to grow
and be successful in the organization but the support mechanisms that promote the
opportunity.
When looking at the set of responses to this set of questions, all generations listed
bad management or lack of communicatiorz as characteristics of corporations that were

19

the worst to work

for.

13th interviewee

#1 described the worst organization as, a mess

with no open communication, no clarity among management, indecision mixed with no

focus. This common thread shows that employees within each generation look for good
management with support to back them up.

Manager
To understand manager needs, two questions were asked:

1.

2.

Of all the managers (or mentors, coaches, teachers) you have had, think about
the one that was the best. What made himlher exceptional?
Of all the managers (or mentors, coaches, teachers) you have had, think about
the one that was the worst. What made him/her ineffective for you?

Common answers to these questions can be summarized as follows:

Of Manageru,
which was fhe
best or
effective?

Of managers,
which was the
worst or
ineffective?

Boomer
Backed each
other up, follow
through (5)

Control, no
trust (6)

13th

Saw the

potential of
employee,
willingness to
learn from
mistakes,
guidance (6)
No trust (5)

The interviewees were asked to give examples of managers (or mentors, coaches,
teachers) that were exceptional and ineffective for them. The responses within the
generations in regard to ineffective managers were much the same. Trust was the number
one issue among all generations. The interviewees listed manager's ineffective qualities

20

as lack of comrnunication,

didn't trust, indecision, opportunistic and unprofessional

behavior.
The interviewees listed a difference among qualities of managers that were

exceptional. The Boomer interviewees felt that their exceptional managers would back
them up when necessary, give good feedback and showed appreciation for their work.

Boomer interviewee #6 stated, a good manager was candid but non-threatening with

feedback. The 13fr interviewee regarded the manager's ability to allow themto learn
from their mistakes and partner together

as key qualities.

Co-workers

To understand coworker needs, three questions were asked:

1.

2.
3.

What, specifically, do you expect from your coworkers?
Of all the corn'orkers you have had, think about the one that was the best.
What made him/her exceptional?
Of all the coworkers you have had, think about the one that was the worst.
What made him/her ineffective for you?

Common answers to these questions can be summwtzed as follows:

Expect from
Co-workers

Of Coworkers,
which was
best?
Of Co-

workers,
which was
worst?

Boomer
Committed,

13th

Teamwork (5)

Open

Communication
(s)
Cheerful
attitude, willing
to help out (6)

Intelligent,
follow through
(4)

Negative
attitude,
manipulative
(s)

Negative
attitude,
personal issues
at work (5)
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The work environment today within many organizations is open. There are

limited offices and an increased amount of open cubicle areas. Within the increased open
areas, we work

within mixed departments with a variety of individuals.

The interviewees described the worst co-worker as one that has a negative

attitude. Within this, Boomer interviewee #7 further described the co-worker as one that
has petty jealousy, manipulates one employee against the other, and one that you

can't

trust.

Both generations describe the best co-worker as one that is supportive, helps out,
and has good follow through. There is a distinct difference between the two generations.
The Boomer gefleration emphasized helpfulness and friendliness while the 13th
generation emphasized intelligence and competence.

Direct Renorts
To understand direct report needs, three questions were asked, depending on management
experience:

1.

2.

3.
4.
5.

what do you (or would you) expect from your direct reports?
If a manager: Think of all the people who have reported to you and pick one
that was particularly difficult to manage. What made himftrer so difficult?
(What, specifically, did he/she do?)
If not a manager: If you were a manager, what type of person do you think
would be most difficult to manage? Why?
If a manager: Think of all the people who have reported to you and pick one
that was the easiest to manage. What made it easy? (What, specifically, did
he/she do?)
If not a manager: If you were a manager, what type of person do you think
would be the easiest to manager? Why?

As

a manager,
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Common answers to these questions can be summarized as follows:

As Manager, expect
from Direct Reports

If Manager, who was
difficult to manage?
whv?
If not Manager, who
would be diflicult to

Boomer

13th

Good attitude,
knowledgeable,
solutionoriented (7)
Not
knowledgeable
(3)
Uncommitted
(2)

Open
communication,
generate new ideas
(6)
Can't look at
overall perspective
(2)
Resistant to take
direction, not
solution-oriented
(4)
Solution-oriented
(2)

manage? Why?

If ManaBBr, who was
easiest to manage,

Whv?
If not Manager, who
would be easiest to
manage? Why?

Good initiative,
solution
oriented (4)
Committed, like
their job (3)

Managers look for qualities within their direct

Independent,
ambitious, takes
initiative (5)

reports. Both generations listed

conrmon threads such as communication and solution-oriented.
The direct report that is easiest to manage appears to be the same throughout the
survey results. It is a direct report that ls lcnowledgeable, committed, and solution
oriented.
The direct report that is the most difficult to manage is one that is nol
lcnowledgeable. This can also apply to not being able to look at overall perspective and
be solution-oriented.

There is a distinction between the two generations in the above

table. While both

generations direct their responses to so/ation-oriented, the Boomer generation focuses on

accomplishing tasks by utilizing acquiredtcnowledge and the 13ft generation focuses on
independence and being ambitious.
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Your ot+n behavior
To understand their own behavioral needs, three questions were asked:

1.

2.
3.

Now, think about your own behavior at work. What kind of employee do you
strive to be? (What is your best self at work?)
What would you - and others - say are your distinctive strengths? What
makes you a valued asset to your organization? Please give an example to
illustrate.
What would you - and others - say is yourbiggest weakness? What
negatively affects your performance or relationships with others at work?
Please give an example to illustrate.

Common answers to these questions can be surnmarized as follows:

What kind of
employee do
you strive to
be? Best self?

Your
distinctive
strengths?

Boomer
Enjoy workers,
cheerful, hard
worker, canng
(6)

13th

Team player,
interested in what
others are doingwhat works/what
doesn't, solution
oriented, creative
(7)
Ability to think,
remember &
question things,
problem solver,
broad
perspective/vision
(1)
Bored easily, like
to be challenged,
too direct at times
(6)

Getting things
done, can do
attitude, go the
extra mile (6)

Your
distinctive

Don't delegate

weaknesses?

on too much
(s)

enough, take

Individuals strive to be a certain "type" of individual at work. The Boomer
interviewees think that this person is someone that enjoys his or her job yet is hard

working. The 13'h interviewee describes this person
The l3thgeneration describes their strengths

as a team player.

as

fficient and multi-task-oriented,

while Boomers focus on getting things done, even if they have to do it themselves. The
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Boomers refer to their weakness as taking on too much and helping others to the point

that it hinders your own

job.

"Multi-tasking" can be seen as "taking on too much".

While one generation looks at this as a positive to their position, another considers it to
be a negative. However, they both have the common thread of working hard to get a task

accomplished.
The generations differ in their focus of their own behavior. The Boomer
generation emphasized hard work while the 13fr generation emphasized creativity.

Ideal .Ioh Main Features
To understand what their ideal job is, one question was asked:
1.

If you could

ciesign the ideal job

for you, what would be its main features?

Common answers to these questions can be summarized as follows:

Boomer
Characteristics
of Ideal Job

People

contact
(shape

culture),
strategic
oriented (7)

1.3to

Flexible work
environment, have
fun,
strate gi c/proj ect/goal

onented (7)

The ideal job and its main features were added to the survey to see what each
generation would describe as "the perfect job" or at least its main features. The Boomer
and 13th interviewees both listed strategic and project oriented features. However, the
13ft generation wanted the flexibility and to have fun at work and the Boomers
emphasize people contact.
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Limitations
This study was performed with limitations. The first of these limitations was the
focus on one company within one industry. To further study the topic, a study will need

to be performed including a compilation of companies within several industries.
The second Iimitation was the focus on the small sample size within each

generation. X.YZ Company did not allow for more than 8 per generation.
The third limitation was the decision to omit the Silent and Millennial

Generations. Individuals within the Silent Generation did not want to participate or did
not have the time, while individuals within the Millennial Generation were few in

number. Within five years there should be enough Millennial employees to provide
base

a

for understanding their needs and expectations. However, by that time most of the

Silent generation wili be retired.
The survey questions were designed to create a dialogue to receive the most

information from the interviewee. The structure of the interview and questions gave
information that was readily applied to the research study. Future studies could utilize
the results of this study to develop a research survey with responses on a rated scale that

could be tabulated and quantitatively assessed and applied.

It would also be useful to look at generations over time. Generations, by
definition, also differ in age and experience. At a single point in time, it is difficult to
distinguish generational differences from those that are simply a matter of development.
Individuals may share a generational designation but have different life cycles. This is

corlmon at the beginning and end of each generation due to family orientation. Only

a
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longitudinal study will be able to distinguish generational from developmental
differences.
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Discussion
Throughout all the information gathered during the interview process, corunon
words and patterns were seen. Words and phrases such as commitment, good work
environment, teamwork, open comtnunication, opportunity, respect, attitude,

btowledgeable, and solution-oriented were utilized by both generations. The difference
is that they were used in answering different survey questions. For instance, the 13th

interviewee utilized good environment as a description for the best organization they have
worked for, while the Boomers utilized it to describe what it takes to be satisfied within
an organization.

The following is a description of The Way They See the World graph from
Generations at Work (Zemke, Raines & Fiiipczak tr55):

Boomers

Xers (13'o)

0utlook

Optimistic

Skeptical

Work Ethic

Driven

Balanced

View of

Love/hate

Unimpressed

Leadership by

Consensus

Competence

Relationships

Personal

Reluctant to

gratification

commit

Political

Clich6/hype

authority

Turnoffs

incorrectness
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When comparing the information as listed above to the responses within the
interviews, there are similarities. Of the items listed on the table above, "Work Ethic" and
I-eadership By" were the two most supported by this research. Throughout the

interviews the Boomer generation revealed that they were hard working and willing to go
the extra mile in regard to their specific work ethic. The 13th generation focused on
independence, balancelflexibility and

fun. The Boomer interviewees focused on attitude

and backup rnregards to "leadership by" while the 13ft generation focused on
intetli gence, adv anc ement, and p ot ential.

The 13th generation exhibits many of the attributes as listed above. They
answered questions regarding relationships with co-workers as being teamplayers and
describe the necessity of having teamwork and partnerships within the workplace.

Similarities are seen in the graph above when compared to the Generational
Personalities and the Generational Assets and Liabilities on the Job tables. The

similarities are seen as:
Generational
Personalities
Believe in growth
& expansion
Tend to be optimistic

Boomer
Generation

Generational
Assets /

Liabilities

on the Job
Driven
Willing to go the
"extra mile"

13th Generation

Optimistic
Driven
Personal

Gratification

Pursued personal

Gratification
Want a balance
Approach to authority
is casual
Skeptical

The Way They See
the World

Unintimidated by
authority
Adaptable
Technoliterate

Balanced
Unimpressed
Skeptical

The information in the above table, when compared to the results of the survey, show

similarities

as

well. The Boomer generation interviews revealed they are strategic
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oriented, driven and go the extra mile. The 13th generation interviews stressed balance,
casual view of authority and adaptability.
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Imnlications for Leadership
Historically, generations were not mixed within work groups. This is based on
the tradition that an individual would start on the bottom rung of a hierarchical

organization and progress through experience. Today, members of the same generation
can be seen throughout organizations at all levels.

In today's workforce, organizations must begin to tap into the positive potential
within their generationally diverse workforce. It can be

a

positive and powerful force

when converging the diverse viewpoints, passions, and inspirations of all the employees.

The four generations do have unique work ethics, perspectives on work, preferred
ways of being managed, and unique ways in viewing the world. Managing this concept
across generations is increasingly

difficult. Generational diversity is a challenge.

To successfully create an intergenerational workforce, two main concepts must be
present: aggressive comrnunication and difference deployment (Zemke, Raines

&

Filipczak 153-154). Within the survey results, open corrmunication was discussed
several times. Aggressive communication involves anticipating and surfacing conflicts

both generational and potential. Generational differences can potentially be the
unarticulated assumptions, stereotyping, myths, and unconscious criteria. By surfacing
these differences, the energy of these assumptions, stereotyping, etc can be rechanneled

to prqects with different viewpoints, creativity, inspirations and experience. This can be
accomplished through listening and non-verbal cofirmunication as well as staff meetings,

email messages, conversations, and small group discussions.
Difference deployment is utilizing the employees tactically. It is exploring their
strengths and weaknesses as well as their backgrounds, experiences, skills and

3t

viewpoints. By utilizing this technique, the organization can strengthen project teams
and departments.

Organizations that do not practice difference deployment try to create a culture
where individuals need to "fit

in". Although this can create a harmonious

there is a cost associated with

it.

environment,

That cost becomes stagnant thinking, loss of creativity

and a lack of diverse opinions. The contemporary workplace or market requires

innovative or creative thinking. The Boomer generation in this study emphasizes

creativity less than the 13ft generation. Perhaps this is the result of the number of years
of pressure to fit in.
The focus for companies to create a generationally diverse organization can be
seen by modeling the

ACORN operating ideas (Zernke, Raines & Filipczak 159). The

ACORN model is:

o
r
r
.
e
It creates

Accornmodateemployeedifferences
Create workplace choices
Operate from a sophisticated management style
Respect competence and initiative
Nourish retention

a work force that accommodates employee differences, create workplace

choices, flexible leadership styles, allows for competence and initiative, and nourishes

retention. These main criteria of the ACORN model help create a generationally diverse
workforce and promote a healthy work environment.
The ACORN model has been utilized by companies throughout the United States
and has proven to be a successful tool in creating or working towards generationally

diverse workplaces. It has been tried in various types of companies including TGI
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Friday's, Lucent Technologies, and Ben & Jerry's Homemade, Inc (Zemke, Raines &

Filipczak 159)
General management principles are supported based on the research in this study.

laws. Covey

Stephen Covey rn Principle Centered Leadership refers to these as natural
states,

"The only thing that endures over time is the law of the farm:
prepare the ground, put in the seed, cultivate

I must

it, weed it, water it,

then

gradually nurture growth and development to full maturity" (Covey 17).

These principles can be applied to management as well as to the organization. This

concept is what was discovered through my research. General management practices such
as

recruiting, training, development, communication and aligning structure, strategy and

systems all play a key role in creating an intergenerationally diverse and positive work

environment. The intenriew responses revealed that employees wanted good
communication, good work environment and co-workers that work hard, as well as many
other attributes. Throughout all of these lies the cofilmon element of communication
between the manager and the workforce and utilizing the skill set of each individual in
the workforce.

For the Boomer generation it is important to:

.
o

[,et them know that their experience is valued
Focus on challenges and the future

: ;H.Til::il:.ilT:::;:ilJ"- "ffil;:.*g
.
.

ski,,s

Reward them for jobs well done

Provide opportunity to work with committed, caring people

JJ

For the 13ft generation it is important to adapt to:

kt

them know you understand work and life balance is important

: TIId':T:,1I;HJ;]:'Tr'*'
.
.

Ensure them that development is an ongoing process

Allow them to multi-task projects
Opportunity to be creative and implement new ideas

To understand and adapt to generational differences and core work values,
management and workers must accept that everyone is different. Dr. Rick and Kathy

Hicks said it best in the poem entitled "A Plea for Acceptance" (Hicks and Hicks 326327):

Just because I'm dffirenlfromyou, please don't reject me or discount my
worth. Don't assume I am wrong and try to change rne.
If I see things dffirently than you do, please try to consider why (or even
ask me). What was dffirent about the world that I grew up in than the one
you experienced?
If my passions are stronger - or weaker - than yours, take time to discover
the reason rather than judging me as radical, immoral, lozy, or indffirent.
Please don't assume that, because we have dffirent values, one of us has to
be wrong. Be open to the possibility that many issues are more a matter of
preferenc e than morality.
Try not to take it personally when I don't see things or do things the way
that you do. Please realize that my values are deeply ingrainedfrom my past
(as are yours), and my actions aren't necessarily a rejection of your values,
but an expression of mine.
When you accept me in spite of our dffirences, you are telling me that I am
worthy of your respect, friendship, and love.
Your acceptance of me tells me that our relationship doesn't depend on me
always agreeing with you or being just like you.
We may have to agree to disagree on certain issues - but disagreeing
doesn't mean we value each other less.
If my beliefs conflict with beliefs you hold to he absolute moral truths, please
realize that you can still accept me as a valuable person without agreeing
with and approving of my values and actions. As I feel secure in your
unconditianal acceptance of me, I'll have the freedom to listen to you without
being defensive. You can help me uruderstand why you believe the way you do,
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andwho lotows,...I just may be able to see your point af view and even come
to the discovery that you just might be right - but that has to be my choice.
Managing the generationally diverse workforce is challenging but rewarding.
When you succeed, you create a positive work environment for everyone involved.
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Challe-Egq to Leadership

Generational differences is a broad subject that has only begun to be studied both

experientially and empirically. It is a subject that affects everyone not only at work but
also in all aspects of our

life at home and in our contmunities.

My challenge to leaders of today and tomorrow is to better understand the concept
of generational differences by studying our history books and asking questions about past
experiences.

My challenge to scholars is to take what I have begun in this thesis paper and take
it to the next level of

a larger, more in-depth research level. One that

will help identify

more criteria and develop instruments and tools for leaders in the future.
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ConcJusion

At the onset of this paper, I had rny ideas of what I was going to find. I thought
that all my information would point out differences that would readily stand out on a
piece of paper. V/hat I discovered was that we all have histories that differ from each
other and between generations. It affects our decisions, how we interact and what we
need.

Although I discovered new things through my research, rediscovered and proved
some of my own preconceived thoughts, my eyes have been opened to a whole new area

of leadership. One must continually ask questions, learn from others, accolnmodate
individuals, respect each other, and nourish what we already have.

In Millennials Rising, Strauss and Howe state,

"Trying to understand the direction of America by looking at the
breaking headlines while ignoring generations is like trying to understand
the movement of the ocean by looking at breaking waves while ignoring
the tides." (364)
Hope abounds. This new dimension of leadership will enrich leaders.
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Non-Thesis Survey Questions

Investigator: Denise Gordon
Advisor: Velma Lashbrook
Date of Interview:Generation:

Male:

_

DOB:

Female:

Welcome and Thanks for participating in this study! You will be asked questions that will help identify
- expectations in the workplace. This information will help leaders to understand and then
behaviors and
adapt to the differences enabling employees to work together in the workplace.
Workplace:
l. What do you need in order to be successful in your work?
2. What do you need in order to be satisfied with the company you work for?
3. What do you need in order to remain committed to the company?
Organization:
1. What, specifically, do you expect from the organization?
2. Considering all of the organizations you have participated in, which was the best? Why?
3. Considering all of the organizations you have participated in, which was the worst? Why?
Manager:

1.
2.

Of all the managers (or mentors, coaches, teachers) you have had, think about the one that was
the best. What made himrher $xceptional?
Of all the managers (or mentors, coaches, teachers) you have had, think about the one that was
the worst? What made him/her ineffective for you?

Co-workers:
1. What, specifically, ilo you expect from your co-workers?
2. Of all the co-workers you have had, think about the one that was the best? What made him/her
exceptional?
3. Of all the co-workers you have had, think about the one that was the worst. What made him/her
ineffective for you?

Direct Reports:

1.
2.
3.
4.
5.

As a manager, what do you (or would you) expect of yow direct reports?

If a manager: Think of all the people who have reported to you and pick one that was particularly
difficult to manage. What made him/her so diff,rcult? (What, specifically did he/she do?)
If not a manager: If you were a manager, what type of person do you think would be most
difficult to manage? Why?
If a manager: Think of all the people who have reported to you and pick one that was the easiest
to manage. What made it easy (What, specifically, did he/she do?)
If not a manager: If you were a manager, what ty.pe of person do you think would be the easiest to
manage? Why?

Your own behavior at work:
l. Now, think about your own behavior at work. What kind of employee do you strive to be? (What

2.
3.

is your best self at work?)
What would you - and others - say are your distinctive strengths? What makes you a valued asset
to your organization? Please give an example.
What would you - and others * say are your biggest weakness? What negatively affects your
performance or relationships with others at work? Please give an example.

General Question:

If you could

design the ideal job for you, what would be

it's main features?
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